Purpose -The use of teams in organizations given the current trend toward globalization, population changes, and an aging workforce, especially in high-income countries, makes the issue of diverse team building critical. The purpose of this paper is to explore the issue of team diversity and team performance through the examination of theory and empirical research. Specifically, the paper seeks to answer the question: "How might individuals with diverse characteristics such as culture, age, work experience, educational background, aptitude and values, become successful team members?". Design/methodology/approach -A review of theories that are pertinent to individual differences and team formation, including social identity theory, mental models, inter contact theory, social comparison theory, and chaos theory, was conducted. Team formation and diversity literature were reviewed to identify ways of developing diverse and effective teams. Findings -It is a truism that working together in teams is a smart way of achieving organizational performance goals. This paper discusses the theories, research and practices that underlie the development of efficient and effective teams. It demonstrates that recognizing the underlying individual differences, mental models, and assumptions that team members bring to the organization can help build teams that are able to overcome dysfunctional barriers and ensure performance improvement of the individuals, teams and organizations. Research limitations/implications -The approach used to review the literature is a limitation of this study as the authors may have missed a discussion surrounding an important concept or theory related to team diversity and performance. Practical implications -Human resource development interventions that target team building, team work and team learning include modules that raise awareness of the perspectives of team members' individual differences and appropriateness of actions. Training at the team level should focus on the interaction between factors that shape the identity of individuals. Procedures and work design systems should be redesigned to insure that the development of strong and functional teams is supported from a holistic and organizational perspective. Originality/value -This paper highlights diversity issues related to individual differences that underlie team formation and suggests strategies needed to develop effective teams.
Introduction
Organizations continue to rely on teams within the workplace to achieve goals through task performance (Garrison et al., 2010; Jackson et al., 2003; Klein et al., 2011; Mannix and Neale, 2005; van Knippenberg and Schippers, 2007) . Teams and work groups have been noted as organizational building blocks (van Knippenberg, 2003) . Organization expansion into global markets challenges companies to form teams with culturally diverse employees (Cooper et al., 2007) . Companies must address team dynamics to meet performance goals with team members who are physically dispersed as well as culturally diverse (Muethel and Hoegl, 2010) . Even on the domestic front, shifts in world populations provide opportunities for people with diverse cultural backgrounds to work together in diverse organizational settings (Chao and Moon, 2005) . In addition, the aging of the workforce in high income countries is creating a situation where multiple generations must work in harmony for company success (Chao and Moon, 2005; Gursoy et al., 2008; Twenge, 2010) .
The meaning of diversity within the workplace is not limited to those attributes which are observed but also include invisible characteristics such as differences in educational background, creativity, comprehension, learning style, and problem-solving ability (Nafukho et al., 2011) . Multiple categories of diversity within the workplace may influence individual, group and organizational performance and processes (van Knippenberg and Schippers, 2007) . As a consequence, a broader definition of diversity underpins the development of this article. Diversity is defined as "any dimension that can be used to differentiate groups and people from one another" (Giovannini, 2004, p. 22) .
One line of research on this topic seeks to identify the effect of team diversity on team effectiveness and performance (Joshi and Roh, 2009; Klein et al., 2011) . Performance relates to the team's ability to achieve goals or a specific mission (Devine and Philips, 2001) . In other words, performance is an outcome which is the result of some purposeful activity (Swanson and Holton, 2009) . As teams strive to accomplish goals or tasks, conflict may arise within teams resulting from diversity challenges that inhibit team performance (e.g. Garrison et al., 2010; Jehn and Bezrukova, 2010; Klein et al., 2011; Østergaard et al., 2011) . Research further demonstrates that the development of shared mental models through team learning may improve team performance (van den Bossche et al., 2011; van Emmerik et al., 2011) .
Since performance is a foundational theme within the field of HRD (Weinberger, 1998) , human resource development scholars and practitioners alike should respond to the needs of the workplace that arise from the issues of diverse teams. Given the continued trend for companies to use diverse work groups and teams for task completion (De Dreu and Weingart, 2003; Earley and Mosakowski, 2000; Garrison et al., 2010; Jehn and Bezrukova, 2004) and the potential for disruptive conflict which can derail organizational effectiveness (Klein et al., 2011) , it is essential that HRD scholars and practitioners explore the issue of functional team formation and development. Knowledge of how to build high performing productive teams of diverse individuals will make a positive contribution to the overall viability of organizations (Garrison et al., 2010; Klein et al., 2011; Vos and van der Zee, 2011) .
Problem statement
Successful teams are comprised of individuals who are aligned by a shared vision and are able to act together to create desired results (Senge, 1990) . Unique individuals within organizations who have different cultural and educational backgrounds or process information differently are often asked to work together in teams to accomplish tasks. Differences often create barriers to performance and hinder team and organizational success. Further, Gilley et al. (2010) noted that organizations often fail to Developing diverse teams emphasize effective team building as the frequency with which managers display effective team facilitation skills is very low.
According to Senge (1990) , the ability for team members to align with one another and share mental models is foundational for team learning and goal achievement. As noted, team learning is the "microcosm for learning throughout the organization" (Senge, 1990, p. 236) . Team learning and performance have been shown to improve with the development of shared mental models (van den Bossche et al., 2011) . There is often a misunderstanding of how underlying differences can undermine the success of teams, even though organizations understand the importance of teams (Gilley et al., 2010) . Mannix and Neale (2005) identified organizations as irresponsible when there is an attempt to increase diversity without having an understanding of the challenges that come with having a diversified workforce and or diversified work teams.
HRD professionals should accept the challenge to design interventions for individuals and teams which facilitate learning and improve performance for the entire organization (Swanson and Holton, 2009) . A holistic, systems view of the organization is the best position from which to examine team effectiveness as conflict may occur at multiple levels of the organization (Gibson et al., 2009; Korsgaard et al., 2008) . The purpose of this article is to explore the issue of team diversity and team performance through the examination of empirical research and theory. Specifically, the key question to be answered is: How might individuals with diverse characteristics such as culture, age, work experience, educational background, aptitude and values, become successful team members? Based on this review, suggested areas for training and development interventions to strengthen team building at the individual, group, process, and the organization levels are identified and discussed.
Method
A search for empirical literature on diversity, teams, and team performance was conducted. To address the main research question, we asked:
. What theories underlie the development process of highly functional diverse teams in organizations?
.
What are the various types of teams in organizations?
What are the key empirical findings on characteristics of team diversity and performance?
To answer these questions, a review of literature regarding the issues of diversity and teams was conducted through a computerized search of accessible databases. The initial search was restricted to the words "team diversity" and "team performance" which produced 21,618 hits from the databases of Ebsco, PsycINFO, ScienceDirect, and Web of Science. Utilizing additional key words obtained from some of these articles, further refined searches were performed based on the key words of "culture", "national culture", "diversity", "age discrimination", "mental models", "social identity theory", "inter contact theory", "social comparison theory", "generations", "team building", "teams", "team conflict", "performance", "globalization", "global teams", "work experience", "workforce development", and "human capital."
Given the multitude of articles written on the topic of team diversity and team performance, it was not only necessary to review the relevant literature on this topic, but to also make a decision on what to include and not to include in this article. As EJTD 36,4 correctly noted, "Although the literature review is a widely recognized genre of scholarly writing, there is no clear understanding of what constitutes a body of literature. Each reviewer must decide which specific studies to include or exclude from a review and why" (Kennedy, 2007, p. 139) . In the case of this study, empirical studies that focused on diversity and issues related to team performance were found most relevant and hence included. A summary of sample empirical articles published in a five year period (2007) (2008) (2009) (2010) (2011) are presented and discussed in this article. The approach used to review the literature is a limitation of this study as we may have missed a discussion surrounding an important concept or theory related to team diversity and performance. The summary of empirical articles included herein is a representative sample that identifies current issues related to team diversity and performance being investigated by researchers with interest in this topic.
Theories underlying team development in organizations
The literature identifies various theories that underlie diversity and team research (e.g. Joshi and Roh, 2009; Pettigrew and Tropp, 2008; van den Bossche et al., 2011; Vos and van der Zee, 2011) . Sociologists, social psychologists, small group researchers, organizational development researchers, and practitioners are interested in the topic of teams and intergroup relations (van Knippenberg, 2003) . This article draws on the theories of social comparison (Festinger, 1954) , social identity (Tajfel, 1978; Tajfel and Turner, 1979) , intergroup contact (Allport, 1954; Pettigrew, 1998) , mental models (Senge, 1990) , and the cultural mosaic theory which is comprised of chaos, systems, and network theories (Chao and Moon, 2005) to lend further understanding to the topic.
Social comparison theory
Social comparison theory plays a role in team development as individuals have an innate desire to evaluate their opinions and abilities against other references (Festinger, 1954) . According to Festinger (1954) , people choose comparative references that are not perceived as too dissimilar and are attracted to situations where others share the same abilities and opinions. In other words, if members of a group perceive too large a discrepancy in opinions or abilities, the group will take action to reduce the perceived differences. When discrepancies are large, individuals in the group may tend to stop the comparison with the outlying members which often leads to hostility or intolerable outcomes. The stronger the group's attraction for the member, the harder the member will strive to be a part of the group (Festinger, 1954) . Consequently, Festinger's (1954) social comparison theory rests on the need of the individual to perform a comparative self-evaluation before joining or changing groups.
Social identity theory and mental models Individuals enter organizations with established social identities derived from the social categories with which the individual perceives a personal alignment (Tajfel, 1978; Tajfel and Turner, 1979; van Knippenberg and Schippers, 2007) . A person creates a social identity based on individual perception of self through associations and interactions with the world and the social relationships formed in groups (Tajfel, 1978) . Similarity, proximity and situational context are used by members to initiate group comparisons. Individuals associate themselves with ingroups or those with who they positively identify (Tajfel and Turner, 1979) . By contrast, outgroups are those social Developing diverse teams groups from which individuals attempt to distinguish themselves. The goal of differentiation is to preserve or gain superiority over an outgroup, according to Tajfel and Turner (1979) . Ingroup and outgroup alignment may appear in teams with the formation of subgroups which prohibit cooperative prosocial behavior between team members (Vos and van der Zee, 2011) .
Similarly, mental models are used by individuals to understand what is happening around them (Senge, 1990) . Mental models are internally created images that guide actions which limit subsequent responses "to familiar ways of thinking and acting" (Senge, 1990, p. 174) . Personal observation and the interpretation of experiences are used to develop individual mental models. Senge (1990) suggested that people make categorizations and simplified generalizations that are below conscious awareness based on personal mental models. Unique individuals may develop different mental models observing the same event because each person draws different conclusions as the event is seen from different perspectives (Senge, 1990) . Ingroup members develop mental models which substantiate their perceived differences from outgroup members (Pettigrew, 1982; Vos and van der Zee, 2011) .
Shared mental models have been associated with team learning and improved team performance (van den Bossche et al., 2011) . Contrarily, strongly held mental models of certain outgroups can lead to the creation of prejudicial attitudes of members of the ingroup (Pettigrew, 1982) . Turner et al. (2008) identified four independent variables that were foundational to overcoming prejudices and creating positive relationships between ingroup and outgroups:
(1) Reduced intergroup anxiety. Further, team learning and development result when members are able to freely exchange information through dialogue so as to thoroughly explore issues and develop coherent meaning (Senge, 1990) . Three basic conditions must be present to foster dialogue within a team:
(1) The suspension of assumptions.
(2) Collegiality among all participants.
(3) A facilitator who guides the group through dialogue.
In order for teams to become skilled in the art of dialogue, individuals must be able to manage their mental models through reflection and become skilled at inquiry (Senge, 1990) . Further, dialogue is key in helping teams develop an understanding of individual and team diversity issues (Nafukho, 2008 ). Tajfel's social identity theory and Senge's adaptation of mental models lend insight into how individuals align themselves with groups and then subsequently draw conclusions about members of other groups. Social comparison is sometimes conducted of the entire outgroup by the individual (Tajfel, 1978) . These perceptions create a category of outgroup which can lead to over generalizations and prejudices towards all members of this group which can be particularly detrimental to performance if these individuals are required to function as a team in the workplace EJTD 36,4 (Pettigrew, 1982; Phills et al., 2011; Tsui et al., 1992) . Conversely, strong social identity within a group can help maintain commitment to a project (Haslam et al., 2006) .
Intergroup contact theory
Utilizing the groundbreaking work of social scientist Allport (1954) who identified conditions under which prejudice can be reduced, Pettigrew (1998) outlined five interrelated processes that foster a change of attitude about people of a different group. Specifically, these processes involve:
(1) Learning about the outgroup to reduce prejudice by changing negative views.
(2) Changing individual behavior toward the outgroup members.
(3) Generating affective, positive emotions, especially empathy, through intergroup contact to reduce anxiety and prejudice. (4) Reappraising customs and ingroup norms to help the ingroup see the outgroup in a different light. (5) Developing intergroup friendships as "optimal intergroup contact requires time for cross-group friendships to develop" (Pettigrew, 1998, p. 76) .
Examining intergroup contact studies through a meta-analysis, Pettigrew and Tropp (2006) confirmed that contact within groups typically reduces prejudice. This study also revealed that all the conditions identified by Allport (1954) do not have to be present for groups to experience a reduction in prejudice. In addition, new lines of research identified in this area encompassed further exploration of relationships built on familiarity and liking and intergroup anxiety reduction brought about by intergroup interactions (Pettigrew and Tropp, 2006) . Knowledge of the outgroup, anxiety reduction of intergroup contact, and the increase of empathy are the three mediators of intergroup contact most often studied by researchers (Pettigrew and Tropp, 2008) . Of the three mediators, anxiety reduction and empathy have been found to have the highest mediating effect on reducing prejudice (Pettigrew and Tropp, 2008) .
Cultural mosaic theory
The cultural mosaic theory was developed under the premise that cultural behaviors can be unpredictable, complex and chaotic; as a consequence, the chaos, the complexity, and the network theories are foundational to the design of this "metatheory" (Chao and Moon, 2005) . The systems approach utilized by this theory is appropriate as culture is a complex phenomenon like organizations are complex entities. Systems theory is foundational to HRD in that it is critical to the understanding of how organizations operate through the dimensions of the individual, the group, processes, and performance (Swanson and Holton, 2009) . Systems thinking within an organization recognizes that complex problems can be addressed in multiple ways (Senge, 1990) . A systemic approach is generative and takes a long-term view of potential solutions, thereby identifying underlying structural causes of behavior. The chaos and network theories also lend explanation to the understanding of culture within organizations as the nonlinear and dynamic nature of culture can produce limitless points of interaction (Chao and Moon, 2005) . Chao and Moon (2005) identified "mosaics" or "tiles" that represent each of the different characteristics which may interact in the development of an individual's culture. This concept of "tile" Developing diverse teams interaction aptly depicts the complex nature of the characteristics that make individuals unique. For instance, a person may claim a national culture but live in a region that promotes different values while possessing demographic characteristics that associate the individual with a particular age or gender group. Associative tiles might include group affiliations such as the family, church, political party, and profession (Chao and Moon, 2005) .
Types of diverse teams
Organizational teams are comprised of individuals who perform interdependently to accomplish tasks that are part of a larger system's goals (Cohen and Bailey, 1997) . Four types of teams are identified by Cohen and Bailey (1997) :
(1) Work teams that are usually production oriented and associated with manufacturing or the service industry. Diversity within teams creates a paradox as it has been demonstrated that diverse teams have better performance; conversely, diversity on teams also increases the possibility of potential conflict (Garcia-Prieto et al., 2003) . Demographic characteristics have also been identified as surface-level differences as they are readily apparent to observers and include such attributes as race, age, or gender (Milliken and Martins, 1996; Østergaard et al., 2011) . Non-demographic or non-visible characteristics include deep-level differences such as values, attitudes, level of education, tenure, functional knowledge, and beliefs (Harrison et al., 1998; Jarzabkowski and Searle, 2004; Jehn and Bezrukova, 2010; Mannix and Neale, 2005; Østergaard et al., 2011) . Deep-level factors are conveyed and received by others through verbal and non-verbal communications (Harrison et al., 1998; Milliken and Martins, 1996) . Surface level differences have been shown to carry less significance for groups than deep-level differences when the groups interacted more consistently over time (Harrison et al., 1998) . Information exchange was identified as the mediating variable that apparently changed the perceptions of people through frequent interactions. Similarly, Harrison et al. (1998) demonstrated that the interpersonal exchanges permitted group members to develop more accurate information about each other over time. Likewise, frequent contacts or collaborations might reduce the effects of surface level or demographic differences and improve team learning (Harrison et al., 2002; van Emmerik et al., 2011) . For instance, in teams where deep-level similarity was higher, team learning was also higher (van Emmerik et al., 2011) . These findings substantiate support for the intergroup contact theory which indicates that time is necessary for friendships to develop (Pettigrew, 1998 (Pettigrew, , 2008 Pettigrew and Tropp, 2008) . EJTD 36, 4 One of the first studies to separately examine the potential impact of the individual categories of diversity (e.g. informational, social category, and value) on workgroup performance indicated variations in the types of differences among group members (Jehn et al., 1999) . Informational diversity related to the knowledge and educational differences between individuals while social category corresponded to race and gender diversity and value diversity was associated with the task, goals and mission of the group ( Jehn et al., 1999) . As confirmation to the different classifications, Klein et al. (2011) found that value diversity among team members could cause team conflict and stifle individual creativity and team effectiveness. Similarly, training to approach a different social category was found to lead to a decrease in prejudice (Phills et al., 2011) .
Within the social category lie cultural differences which exist at the national, group, and individual level (Chao and Moon, 2005) . National culture is a factor that warrants consideration in the context of globalization because one of the struggles of multinational companies is fostering the creation of relationships between employees of different national origins (Cooper et al., 2007) . Individuals identify with the overall cultural values but may express them in different ways so as to produce interactions between values (Chao and Moon, 2005) . Chao and Moon (2005) proposed that cultural values of the individual are shaped by the social identities driven by age, ethnicity, gender and race. Likewise, a region's climate, location, population, and the geographic area where the individual resides can play a role in shaping culture. Associative characteristics such as family relationships, religion, profession, and politics may likewise contribute to the cultural attitude of the person.
Culture has been identified as "collective mental programming: it is that part of our conditioning that we share with other members of our nation, region, or group but not with members of other nations, regions, or groups" (Hofstede, 1983, p. 76 ). Hofstede's body of research work identified five dimensions of national culture that address common problems in all societies: power distance, individualism-collectivism, masculinity-femininity, uncertainty avoidance, and long-term versus short-term orientation (Minkov and Hofstede, 2010) . While Hofstede's conceptual framework represents these dimensions as stable differences across nationalities, the application of the dimensions at the individual or organizational level are questioned by Hofstede due to the variation across individual studies (Minkov and Hofstede, 2010) .
However, multinational companies have discovered that employees have a particularly difficult time making the necessary personal adjustments to work with individuals of different national cultures (Cooper et al., 2007) . One such issue that might arise is based on the cultural judgment of the appropriateness of actions and behaviors (Cooper et al., 2007) . Cooper et al. (2007) suggested that appropriateness may take on a mediating role between the diversity and conflict which may exist between groups. For instance, cultural differences exist regarding acceptable personal distance and how soon the business topic should be introduced within a conversation. A person's assessment of the appropriateness of the action will determine whether there is a disruption in communication within the team. When a behavior is perceived as inappropriate, interactions within the group suffer (Cooper et al., 2007) .
Yet another individual perspective for some teams is related to age diversity (Kogan, 2001) . Generational categories are defined by the time period in which they are born and are influenced by the societal attitudes, economic times, and public policy as well as their collective world views, values, attitudes, and behaviors (Kupperschmidt, Developing diverse teams 2000). In the USA, three generations of workers (Baby Boomer, Generation X, and Millennial) populate the employment landscape, setting the stage for intergenerational teaming relationships (Kupperschmidt, 2000) .
The oldest of the Baby Boomers is eligible for retirement, however, economic decline and the evaporation of financial resources is forcing an estimated 60 percent of those over 45 years of age to postpone retirement plans (Schoen, 2008) . Younger generations possess different technical skills than older workers; consequently, there may be situations where a person from the younger generation is the supervisor of older adults (Gursoy et al., 2008; Kogan, 2001 ).
Characteristic differences that shape interactions and communications styles between the generations can present problems for team development and cohesion, if the differences are not recognized (Gursoy et al., 2008) . For example, the work of Gursoy et al. (2008) suggested that Baby Boomers expect that commitment will be rewarded through promotion while Generation X-ers expect immediate recognition, promotions, and pay. The characteristic differences lead the generations to develop perceptions of each other (Abrams et al., 2008; Gursoy et al., 2008) which can shape team formation and interactions.
Team diversity and team performance
The plethora of studies examining the relationship between diversity and team performance that have been conducted over the past few decades have often produced mixed and sometimes contradictory results (Stahl et al., 2010) . Perspectives surrounding diversity and team performance are often focused on individual attributes explained through social categorization, social identity, similarity-attraction, and information processing perspectives (Joshi and Roh, 2009; Lane et al., 2009; Stahl et al., 2010; van Knippenberg and Schippers, 2007) . Other researchers suggested that factors other than individual attributes should be taken into consideration when studying diversity and its effect on teams and performance (Jackson et al., 2003) . To gain a better understanding of the empirical research conducted on this topic, Table I has been created to summarize 17 recent empirical articles related to diversity, teams, and performance.
As demonstrated in Table I , the 2011 articles suggest that teams may experience performance improvement from interventions such as those associated with creating jointly held mental models or team learning when there is deep-level similarity (van den Bossche et al., 2011; van Emmerik et al., 2011) . The benefits of improved performance may accrue to teams that implement measures to align values (Klein et al., 2011) or overcome task and relationship conflict (Shaw et al., 2011) . Conversely, teams that were unable to align values or overcome task or relationship conflict may see increases in overall team conflict to the detriment of team performance (Klein et al., 2011; Shaw et al., 2011) . Similarly, performance innovation may be positively associated with individual education and gender (Østergaard et al., 2011) while the organization's working climate might improve when personal information is shared (Lauring and Selmer, 2011) .
With regards to the individual perspective, building new relationships with outgroup members through association training may decrease implicit prejudice (Phills et al., 2011) . In addition, highly relational individuals may be more likely to cooperate with outgroup members (Vos and van der Zee, 2011 increase in innovation and a better organizational climate may be directly connected to the organization's performance improvement while a decrease in implicit prejudice may improve team relationships (Lauring and Selmer, 2011; Østergaard et al., 2011; Phills et al., 2011; Vos and van der Zee, 2011) . The sample articles from 2010 highlight the role that conflict plays in stifling performance at the individual and organizational level. Individual performance may suffer in the absence of team member trust, thereby making the team a liability to the organization (Garrison et al., 2010) . Individuals unable to bond with the group to develop a team identity may look to form coalitions that are contrary to the teams goals and create conflict ( Jehn and Bezrukova, 2010) . In a meta-analysis, Stahl et al. (2010) demonstrated that teams with diverse membership may experience process losses and decreased social integration in the presence of task conflict. Organizations may counter the detrimental effects of conflict on performance by creating an atmosphere that is open to diversity (Puck et al., 2010) . While the meta-analysis of Joshi and Roh (2009) found no direct effect of diversity on team performance, the analysis of team performance of 8,757 teams in 39 studies produced a very small but significant direct effect size. Specific variables were examined at multiple levels, including industry, occupation, and team level context for moderating effects on performance. Joshi and Roh (2009) found that the situational context and task focus within which the team operates may influence team performance. Understanding the context of the situation within an organization helps answer when, where, and how diversity might appear within the workplace to the detriment of performance ( Joshi and Roh, 2009) .
The studies in 2008 examine an individual's perspectives and beliefs related to outgroup members. It is revealed that extended contact might improve the individual's attitude toward members of an outgroup (Turner et al., 2008) . Likewise, the individual's beliefs about diversity may influence the perception of ethnic diversity for the entire group (van Dick et al., 2008) . A member's early identification with the groups increases the perception of positive group functioning based on the research of van Dick et al. (2008) . Understanding that other factors might influence interaction within the team as well as how outgroups might be perceived will help professionals design interventions with greater specificity to improve relationships and performance.
The 2007 sample studies also focus on the individual perspective, the role of conflict, and its effect on performance. Mooney et al. (2007) found that individuals activated social judgments and attribution processes when negative affective conflict increased cognitive conflict. The presence of cognitive conflict was tied to the team's size, functional diversity of members, and member turnover (Mooney et al., 2007) . Cognitive conflict, associated with task conflict, may be a positive influence in teams to facilitate the decision making process, especially for top management teams (TMTs) (Olson et al., 2007) . Specifically, an increase in trust signals that the team can handle greater task conflict. The result of this interaction is a better quality decision, greater understanding and team commitment (Olson et al., 2007) . On the other hand, task conflict may produce relational conflict which is more destructive to the team according to Olson et al. (2007) . These findings indicate that conflict may emerge from team member interactions at various points.
The research highlighted here demonstrates the complex connections between diversity, teams, and performance. Individuals with varying characteristics, attributes, aptitudes, and perspectives are called to interact within the teams which are situated Developing diverse teams within the context of the organization and environment to achieve performance. Performance improvement might be achieved by targeting specific interventions to the individual, team, group, or the organization.
Interventions and implications
The foundational theories and empirical research discussed in this article provide a framework for the development of training interventions that might overcome team issues of diversity, alleviate conflict, and improve performance. Specifically, interventions that help develop deep-level similarity may improve team learning and performance (van Emmerik et al., 2011) . Team shared mental models and shared task cognition may also contribute to team improvements (van den Bossche et al., 2011) . Likewise, understanding others and self may reduce intergroup anxiety and prejudice (Phills et al., 2011; Turner et al., 2008) .
Companies should work to give teams composed of diverse individuals adequate time to get to know one another as research demonstrated that team members should be given an opportunity to build relationships with each other and identify deep-level differences that might be mitigated over time (Harrison et al., 1998; Harrison et al., 2002; Lauring and Selmer, 2011; Olson et al., 2007; Pettigrew, 1982; Pettigrew and Tropp, 2006; Tsui et al., 1992; van den Bossche et al., 2011; Vos and van der Zee, 2011) . Further, it is suggested that functionally diverse teams which maximize different knowledge, skills, and abilities and simultaneously minimize differences in values, beliefs, and attitudes about their jobs might be particularly effective (Harrison et al., 2002; Jehn et al., 1999; Mannix and Neale, 2005; Olson et al., 2007; Østergaard et al., 2011) . From a systems and process perspective, organizational rewards might be structured so as to reward teams collectively for performance which might help mitigate surface-level differences and encourage greater cooperation (Harrison et al., 2002; Swanson and Holton, 2009) .
Training individuals to understand the perspective of others has been shown to aid group formation (Williams et al., 2007) . Empathy was revealed to mitigate differences between the outgroup and ingroup members, suggesting that mere contact and commonality might not be enough to overcome surface-level differences. As a result, HRD developed training interventions can be designed to include a module that incorporates role playing or other interactive activities for individuals to learn to see the perspective of others.
The appropriateness of an individual's behavior and actions is also noted as being a point of perceptual judgment within groups of different multinational people (Cooper et al., 2007) . Action and appropriate behavior should be included in the training interventions to address the three assessment points identified by Cooper et al. (2007) :
(1) The behavior (actions or words) that is unique to the particular country of origin for the group members. (2) The action to be taken in particular situations. (3) The creation of an understanding that each member sees actions differently.
Diversity training is typically geared toward individual interventions (Jackson et al., 2003) . However, Jackson et al. (2003) suggested that greater emphasis should be placed on team interventions, given the increasing use of work teams. HRD intervention at the team level might include examination of issues that directly affect team performance.
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The training modules should be designed to recognize the potential interaction of the demographic, geographic, and associative factors that shape the team members' identities (Chao and Moon, 2005) . Likewise, companies should also utilize HRD resources to examine systems and processes to modify policies and procedures as well as cultural norms that might inhibit or discourage diversity (Jackson et al., 2003) .
As reported by Herdman and McMillan-Capehart (2010) , while the implementation of HR practices to promote diversity within work teams shapes the perceptions of employees, an organizational climate that is supportive of diversity has been demonstrated to be an antecedent to successful implementation of diversity within organizations. As a consequence, a direct relationship was found between managerial relational values and the successful implementation of diversity initiatives. In other words, the employees' perceptions of diversity within organizations may also be directly influenced by the work environment's diversity climate (Herdman and McMillan-Capehart, 2010; Lauring and Selmer, 2011) .
Within the workplace, mentoring relationships between young and old employees have been shown to create positive team outcomes and protect the team from disintegration (Balkundi et al., 2007) . While Gen X-ers demonstrated a tendency to be drawn to companies with mentoring programs, Millenniums looked specifically for these companies because of the value placed on the opportunity for professional development (Gursoy et al., 2008) . Organizations can support team development by fostering mentoring programs created through HRD interventions for deployment through formal channels as well as by encouraging informal relationships through the organization's cultural norms.
Organizations might also consider implementing a 360 degree feedback mechanism to create a forum where honest feedback is provided to team members in a safe environment. The feedback could be used as part of the learning process to develop an understanding of the issues facing team members (Garvan et al., 1997) . People often have a different perception of their actions as compared to how they are seen by others. Feedback is foundational for performance improvement to effectuate learning (Garvan et al., 1997) . This form of feedback will be a valuable tool to identify areas for communication and performance improvement to strengthen team interaction.
Conclusion
A multitude of demographic and non-demographic differences should be considered by companies when building teams to maximize performance. Individuals within groups utilize social comparison (Festinger, 1954) within the group setting to identify individuals with who they are most similar. In the global, multinational organizational setting, these comparisons will more than likely result in differences between the individual's self-evaluation and the assessment of others in the group, making team formation difficult.
Social Identity Theory (Tajfel, 1978; Tajfel and Turner, 1979) helps develop an understanding of the individual's identity with particular groups. Cultural factors for individuals categorized as demographic, geographic and associative differences globally interact and can affect performance for the entire organization (Chao and Moon, 2005) . Conflict between groups may be intensified by the type of diversity present between group members and ultimately impact the performance and commitment of the group ( Jehn et al., 1999) . Strong team identity decreased the Developing diverse teams likelihood of conflict (Jehn and Bezrukova, 2010) . When a team shares a mental model, team performance may be improved in light of shared team cognitions (van den Bossche et al., 2011) . At the intersection of diversity and team performance, team members must be ready to enter relationships where individual differences are set aside and respect is fostered for the individual uniqueness of others in order for teams to perform at optimum capacity (Nafukho, 2008) .
Team conflict and dysfunction attributed to diversity may be driven by a multitude of factors including over generalized perspectives regarding invalid stereotypes Tropp, 2006, 2008) , task conflicts (Shaw et al., 2011) , and differences in values (Klein et al., 2011) . Team integration focusing on similarities of deep-level characteristics such as core values, beliefs, and attitudes, and maximizing individual differences of knowledge, skills, and abilities may produce successful teams and be a strong predictor of team performance (Harrison et al., 2002) . Teams that overcome diversity barriers are able to communicate through dialogue and grow, learn, and pursue a common vision (Senge, 1990) . As a result, the impacts of a diverse workforce on performance might be mitigated utilizing HRD developed interventions based on sound theory and practice that take into account unique individual characteristics, social identity, group interaction, and cultural development theories. Interventions should target the individual relationships, the team, the process, and the organization as a holistic approach for the best likelihood to produce improved, long-term improved performance results.
